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PART 1 BACKGROUND 


fondle Basis tOneObtice or the State Comptroller (OSC) 


iiewenabling, seadeute Lor the Office of the Comptroller is Chapter 


7A of the Massachusetts General Laws. THiS «~Stakbucte. was 
Substantially moditied in 1986 and again in 1988 in response to 
proposals made by the Senate Committee on Ways and Means. The 


thrust of the statutory changes has been to remove OSC from direct 
SuperVision amd control of the Executive, Office. of Administration 


and Finance (ANF). 


The Comptroller is appointed by the Governor for a coterminous 
period. An Advisory Board is created by the law to review 
financial statements, proposed regulations, set the Comptroller's 
salary, and otherwise render advice and counsel to the Office. The 
Aavesory BOard is composed of the’ State Treasurer, the State 
Auditor, the Attorney General, the Chief Administrative Justice of 
Piewmliaical Court, cwO Drivate CiEl1zens ,appolinted .by the Governor, 
and chaired by the Secretary of Administration and Finance. The 
Board usually meets four times each year. 


tM oredctrcal terms, OSC participates in meetings and werks very 
closely with the Executive Office of Administration and Finance. 
Last year the Governor's Task Force on Management (the so called 
Crozier Commission) recommended that the Comptroller!s Office be .. 
oeaeed beck Umder tne Girece Jurisdiction of ANF. This suggestion 
was not approved by the Legislature. 


Responsibilities in State Finance by Statute 


The Comptroller has several responsibilities detailed in Chapter 7A 
as follows: 


- Examine and approve or disapprove all items for payment 
on the weekly warrants. A typical warrant may present 
apwEosamaceimy, 70,000 payroll -ltcems,. 30,000 vendor 
payments, and several hundred other items. 


= DesioGn vance Install. an, accouncing..SsyStem for “the 
Commonwealth and prescrihe the forms and books of account 
to be used by each department. 


= Maintain all books of account and assure internal control 
system exist in departments for expenditure, revenue, and 
asset management. 


- Produce and verify all official financial statements. 
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Additional responsibilities set forth in Chapter 29 include the 
following: 


- Boca, COmero., and’ reperce on all™new funds of the 
Commonwealth. 


Measure and collect certain assessments to recoup the 
expense of fringe benefits. 


= Puploye Paivate “Gebt. Collectors: “to “assist “"in’ “the 
collection of non tax revenue; administer contingent fee 
COMetaces co ‘employ consultants for” non tax ‘revenue 


Mas tm Zac? On: 


= Operate the two largest state employee payroll systems, 
the Personnel Management Information Systems (PMIS) and 
Conperoliler”’s Auvomated Payroll System (CAPS). 


- Signe (wien “the Governor and "the State” Treasurer) all 
bonds, notes og other debt instruments OE the 


Commonwealth. 


In addition the annual appropriations act typically contains dozens 
Seeapeciine Vdiroctlons tO the Comptroller's Office. Sihce this 
list changes from year to year (ie is not part of the General Laws) 
feers noc Itemized in this’ document - 


Goneme Act IVvicles Im State Finance by Policy es 


ite wOrtItce Cperates atthe center of state. finance in close 
coordination with other parties. Key relationships exist with the 
Executive Office for Administration and Finance, the Budget Bureau, 
the Department of Procurement and General Services, the Division of 
Purchase Services, the Office of Management Information Systems, 
thew srace Treasurer's Office, and the State Auditor's Office. In 
each of these relationships there are overlapping Se LOR and 
areas of mutual responsibility. { 


tae eonperoller's=Ofrrce also has authority” to issue regulations, 

located at 815CMR. Such regulations include 
= state grants i 

= settlements and judgements 

= intergovernmental business 

= prompt payment 

= ready payment (a special program for qualified purchase 
of service vendors) 

= payrolls! im Capital proyect appropriations 

= employment of outside debt collectors for non tax revenue 

= emplayment of consultants on a contingent fee basis for 
non tax revenue maximization projects 
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Description of Office, the Accounting System, and Payroll Systems 


THemOrnice currently employs 103. FTE, down from 118 FTE in FY88. 
Over the past eight years the character of the work force has 
changed so that there are fewer clerical positions and a higher 
- proportion of professional and management titles. Significant 
retraining of older employees and selective recruitment of new 
employees has re- sulted in a major professionalization of the 
Staff. For exanple, there jase’ Several CPA's, attorneys, and, other 


specialized experts on staff. 


In FY87 the state accounting system was changed. The prior systen, 
which had been in place since 1967, was replaced with a new system 
which is called the Massachusetts Management Accounting and 
Reporting System (MMARS). The hardware and software for MMARS is 
supported by the Office of Management Information Systems pursuant 
Eo Speemercarion by *the Comptroller's,.Office...There are. approxi- 
mately 3,000 input/output devices placed in department locations 
throughout the state. MMARS is essentially a centralized system 
with decentralized data entry and on line access. 


ime Yoo ene romp tholden'ss Automated,,Payroll System (CAPS) was 


completely redesigned. This payroll system pays approximately 
19,000 employees in the Judiciary, the Legislature, certain 
GonsercuLLlonal® Ofriveces , .and:-mostyof: Higher », Education. The new 


system replaced one which had been in operation since 1964. 


In FY90 the MMARS was enhanced by adding a fixed assets subsystem. 
Also smaller enhancements such as new reports and transactions, are 
added as needed. Basically, continuous effort is devoted to kee 

the system responsive to changing state requirements and new 


technology. 


The Personnel Management Information System (PMIS) has a payroll 
function which is used to pay approximately 59,000 employees in the 
Executive Branch. This system has been modified and enhanced from 
Eumte co, “ume msince 7’ 1980". However; « the PMES .is ,overdue, . fo 


replacement. 
Over the past eight; years there has been a tremendous amount of 
policy /and procedure’ changes to accompany the system changes. For 
example, 90% of the Comptroller's staff were previously devoted to 
the compilation of the weekly warrant; this function is now done by 
15%. /As another example, the old accounting system had a 3-4 week 
delay between department initiation of accounting transactions and 
Comptroller's confirmation, causing extended bill paying delays 
(average turnaround 72 days) and significant disagreement on the 
status of accounts. Since most accounting operations are now done 
on line, vendor payments average 28 days and discrepancies on the 
status of accounts has been eliminated. The nature of the 
financial accounting and reporting function has also changed 

radically. The emphasis has moved from bookkeeping to financial 
management, causing a fundamental change in the nature of the work 
done by the over 2,000 state employees who interact with MMARS, 


PMIS, and CAPS' daily. 


PARA 2.3 CURRENT PRIORITY RESPONSIBILITIES AND PROJECTS 


Direct and Operate MMARS, PMIS, and CAPS 


The management of financial accounting and payroll operations is a 
prime responsibility. The MMARS is used to enforce budgetary 
control of spending in each of the 4,500 expenditure accounts in 
the state. (About 1,400 of these accounts are line items in the 
annual budget). This expenditure control function is reinforced 
with contract and payroll management. OSC manages and controls 
contract obligation levels, negative balances, and projected 
payroll shortfalls and works with departments to insure sufficient 
balance. Fachtyycawm mppaoximately .25,000 —semuvice’ contracts 
(consultants, purchase of service, and construction) are reviewed 
and processed through the system. Also several thousand purchase 
orders (of various types) are reviewed and approved. Onzens. aly, 5 
million payment vouchers are paid referencing these encumbrances 
each year. There are over 400 interdepartmental service agreements 
with thousands of intergovernmental vouchers. 


Die wo payroll systems support payroll operations to over 78,000 
employees. These payrolls are managed to conform to legislated FTE 
limits and position schedules. 


The MMARS performs revenue accounting and general ledger accounting 
foresee Il0e fundst-i1n, the Commonwealth. This includes reconciling 


millions of cash transactions each year between the MMARS and the ™ 


State Treasury. oa 


Pievsecum tyeunit controls hundreds of computer passwords, to assure 
aecescmandfeapprovals ein, che computer’ system are limited to 


authorized persons. 


iewerespensrbdatyeefesm the operations. of regular state fiscal 
business is of paramount importance. 


State Single Audit 


Thevwsangle, audits sforsrY"90, imcluding the publication and distribu- 
fiom Of all Telated reports jandsaudit findings, is scheduled for 


completion by December 31, 1990. Immediately upon completion, 
these reports are subjected to a-quality control review by the 
federal government. There is a very short hiatus between the 


conclusion of all work for one fiscal year and the commencement of 
work for the next year. It has been the practice of the 
Conpenolilests Officesto tinish and publiashsthe audit. results’ as 
G@ulckiy vas) possibile, so that audit findings and other important 
information can be acted upon by management in the next fiscal 
year.” The Office of the Comptroller*does follow upyon-each audit 
finding and when necessary recommends refinement to department 
internal control systems and computer security. Recent experience 
is that 50-60% ‘of audit findings from one period are corrected or 
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resolved before the next audit. titer nthe Cycle OL” activity 
associated with the state single audit runs through the entire 
year, and becomes a continuous responsibility for the Office. 
Preliminary planning and work in the audit for FY'91 will commence 
in April, three months before the end of FY'91 and close on the 


Heels. of work pertaining tor ry90% 


Non-Tax Revenue 


In FY'90, the Legislature directed the Office of the Comptroller to 
provide statewide leadership in efforts to improve the performance 


and accountability for non-tax revenues. (Non-tax revenues are 
federal reimbursements, departmental fines, fees and licenses, and 
various assessments). Prien to such legislation there was no 


single entity in state government having this scope of responsibil- 
ity. There are dozens of activities underway. 


Many of these activities are designed to generate immediate and 
measurable revenue increases. For example, the Comptroller has 
contracted with the University of Massachusetts (who have in turn 
engaged numerous consultants such as the firm of Maximus, Inc.) to 
mount several federal revenue maximization studies and projects in 
the Welfare Department, the Department of Mental Health, the 
Department of Mental Retardation, the Executive Office of Elderly 
Aiacawss, panes Gthen iplaces: Alison “eneComperolter"™s ‘Office has 
excouleed, OG uduthorazed Several Contingent fee contracts” to hire 
UMass and other parties to implement specific federal reimbursement 
Haat aa SuoOmmmmOyecesey Additionally, the Comptroller"s Office nds 
authorized several private debt collection vendors (again on a 
contingent fee basis) to help collect over-due accounts receiv- 
ables. ALSe ehem Orelce thas dtirecely’ managed’ the collection of 
certain assessments owed to the Commonwealth by higher education. 
These efforts will bring in at least $35M in new revenue in FY'91. 
The potential for more than $35M is excellent. 


Qrnennactiwicles rane; intended? co. improve the basic infrastructure 
SEO tax beVenuctpeEsOnmlamcenms Aw Serves ef Statucory and policy 
changes have been recommended. Cneemag/ Om WOlcy proposal Is to 
enact in the’ budget official revenue budgets. A second proposition 
isaascompleze revamping Of (Ehelstructure of retained revenue incen- 
tives as set out in a retained revenue policy paper written by the 
Genpestol lenis iOffice = stheseonmenwealth 1s net nearly as sophisti— 
Caeed). Un .Gevenue management as Mbeviss mn other” areas of fiscal 
Management. One activity 1s to imtroduce the use of credit cards 
as an acceptable form of payment; another activity 1s to discontin- 
Men reventlewserunds: Under so.00- (it Coses more than $5.00 to process 
the transaction). These items are very basic, but illustrate the 
point that elementary infrastructure type improvements are needed. 
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A very significant effort is underway to enhance MMARS by adding a 
centralized and automated accounts receivable and billing capacity. 
A project team of state employees and a software vendor are working 
on the design for statewide installation by the end of FY'91. The 
new subsystem will support the entire non-tax revenue cycle of 
activity from “che "originatien ofthe accolints receivable event, 
GHEough bitbing) “Imte-eollectrons,”rererral’ to outside’ colléction 
efforts and/or intercept of warrant payments or tax refunds, and 
tinci  adLlspositron, Im a Manner Similar to the implementation of 
MMARS in FY'87, this new subsystem will create a radical change in 
the way non-tax revenue is managed throughout the state. Dewees 
difficult to quantify precisely the amount of increased revenue 
that will occur because of these efforts. However, an estimate of 
an additional $25M per year, achievable in FY'92, is reasonable. 


Fixed Assets 


tie Comptroller's Office is™accumulating detail records on fixed 
fssecs (land?,* bugidings,* equipment) for audit by Deloitte - and 
Touche and inclusion in the Comprehensive Annual Financial Report 
Perey 90/ "This activity will remove: this qualification from the 
alidit report. Phe information is°alsoe being loaded into the new 
fixed asset subsystem to MMARS (installed at the end of last year) 
Semeiac van Inventory Ob fixed assets "can "be" maintained “in “chis 
Centralized and automated network on a go-forward basis. This will 
Suppor asset Management activieiles ancluding detailed information 


Omeassee acquisition and disposition. “The clUrrent “emphasis is to = 


imecHuce akl land? “buildings <(ineluding™ construction is progress) 
and equipment valued over $15,000. Once this data base is complete 
and on line in the system, additional items of equipment valued 
downerwo. S>, 000 will \be*added:. -This* fixed asset* project is not 
imeencded to’ capture 1tems "valued under $5,000 -‘or “consumable 


supplies. 


Cash Flow Management 


Bea vene  COmnonwedl c's "sinancials cond leon has’ detemvorated ,~-ene 
management of cash flow has become a matter of increasingly great 
importances In FY'8S-the Advasory Boand to the ‘Comptroller issued 
astudy that called! rom the coordinarironm of activities on cash flow 
between the Executive Office for Administration and Finance, the 
Budget ssUureau, che, DPepartnenc oO ~Revenwle?Vthe-State Treasurer's 
Office; and the Comptroller's Office. The recommendations of this 
study have been enacted into statute and have been implemented. 


Fach month the Comptroller's Office convenes a meeting of these 
Parties to assemble information pertaining to cash flow. This 
includes all sources of cash inflow (e.g., taxes, federal revenues, 
long-term borrowing and short-term borrowing) and all sources of 
cash outflow (e.g., payments through the weekly warrants, local aid 
Gistriputrons, Gebt repayments). "Thewresulte is the creation of the 
Commonwealth's official cash flow plan which is authored by the 
State Treasurer's Office and agreed to by the other parties. 
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The cash flow plan is then used as a management plan for related 
actions. For example, short-term and long-term borrowing actions, 
. involving the Executive Office of Administration and Finance, the 
State Treasurer's Office, bond counsel, and investment bankers, are 
coordinated pursuant to the plan. Completing the requisite 
Official Statements and the borrowing is a major activity. As 
another example, the Comptroller's Office controls vendor payments 
though the warrant according to cash availability as-set forth in 


the cash flow plan. 


Based upon actual performance and other changes, the cash flow plan 
is modified and updated several times during the year. 


Department Training 


Coincident with the implementation of MMARS in FY'87, the 

Gomptroller’s ‘Office ereated* a witrainming unit. Tints tunite sis 
Gomposed “of ten people”and delivers a syllabus of training. This 
activity, sometimes nicknamed the "University of MMARS", provides 
Gwen sOstradning jopics in various aspects of state finance and 
Payroll. “Registracion 1s free to department participants and the 
entire effort is organized and delivered by Comptroller-staff. 
Some courses, such as revenue accounting, are one-half day long. 
Other sessions, for example, computer awareness and MMARS system 


use, take three days. G&ten ther training fs» delivered: in the 
Comptroller's training room (which is equipped with terminals and 
microcomputers); other times the training is delivered in large .., 


lecture halls to accommodate 100 people at a time. In FY'91, there 
Willelwpe over 3/000" participants ane thas. training. 


ime acddittaon “to )thet4trainingu‘syi@abusy. several special training 
events are held throughout the year. Each new system enhancement 
is accompanied by special training sessions. Also, special 
training is given on closing the books for the fiscal year, opening 
the new fiscal year, and generally accepted accounting principles. 


3 


fhe ecomperoller"srOrLtice alsorstatfs "the =MMARS, PARIS, “and CAPS 


helplines, which joperate 50 hours per week. fiimvwadditzen, the 
training unit does special training and problem solving engagements 
BOEeNSDee rE Cc "departments upon request. Per sexamples it sa 


G@epanement has Aarge Stair turnover or other issues and. falls 
behind in their fiscal management,-this group will go on site and 
neo, them -gee—beck wa to acceptable performance. ine MaiMage. +a lesio 
administers several special statewide reserve accounts on behalf of 
aipdeparenentSs ink Ene state sor examplen the. payment" of legal 


settlements and judgements. 


Three years ago the department training effort received the 
national award by the Association of Government Accountants for 
outstanding leadership in financial management. Numerous states 
visit Massachusetts to learn about this activity. 


win 


Pie 


PARIS 


The Personnel Administrative Reporting and Information System is a 

new project. Originally intended to be a replacement to the weekly 
payroll system, PMIS, the proygecr was,.redirected into a reporting 
system because of insufficient appropriations and to achieve 
quicker deliverables. The project involves several departments, 
and the Comptroller's Office has invested significant resources, 
imeluding .a fulil-timesprojiect, director and) the. training unit. .to 
accomplish statewide implementation. The new system extracts 
personnel and payroll data from the several payroll systems (PMIS, 
CAPS, payroll systems in the individual colleges) and organizes 
this data into useful management information; the system also has 
attributes of an executive information system in the human resource 


area. 


The PARIS design, installation, and statewide implementation will 
beacompleted by.the end.of.FY'91. 


Haignenubhducat Lon. lrust —umds 


Dio eOvaelnStbteveclons .Or .naigher education..are allowed. by slaw .to 
generate, retain and expend certain funds (e.g., fees, auxiliary 
Secu asec) ee Selim adgitlonm to State appropriated funds. For 
the past three years the Comptroller's Office has been working with 
Enee BOarG Of «Regenes .and “ach ,of .the facilities .to .improve the 


Pima ale accountng wand s2eporting fer these funds. . Prior to, this = 


project each campus had designed and installed its local accounting 
system based on individual preferences. A team directed by the 
Office of the Comptroller has conducted a review in each location 
to determine if such campus systems are adequate to state 
standards. In these schools where the accounting system is judged 
sufficient, the Comptroller has confirmed the ability of the campus 
to retain its own system. However, in schools where the local 
system is inadequate, the school has been directed to move its 
trusts GUnGdS Into the State accounting system, MMARS.. This, has been 
aucomplicaeed project, Ener, balances, the; Statutorymauthority),.of the 
icin Tuas as SCHOOMS «aso  smanages.these,.tmust funds: . with :.the 
Comptroller's responsibility to approve all accounting systems used 
by any States department. 


Information Access 


The Comptroller's Office serves as the chief HODOSHEOnY Of Ofiletal 
information on state finance. Freedom of Information Act requests 
from the Globe, the Herald, and other media are received daily. 
Various types of financial information is requested and distributed 
fo public) Snterest groups (such as the Mass Taxpayers Foundation) 


and private citizens. 


There are extensive statutory requirements for financial records 
management, retention, and disposition. With the approval of the 
Seerecary of State the Comperoller's Office has issued detail 
instructions to departments that specify what type and form of 
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records that must be retained, the retention period, and the 
Lecat on. Thousands Tor reconds ‘are’ Kept at the Comptroller's 
(e.g., original contracts for consultants and purchase of service) ; 
also millions of records are- kept by departments, reviewed by 
Gopi colleen Sreaet, and “then shipped “tothe “state “archives. 
Requests for financial records are routinely handled by the Office. 


The Comptroller is a member of the National Association of State 
AMeabcors,  Comprzollers, and “Treasurers .(NASACT) ‘and’ the” Office 
Gemiveiy | Datidoipaces » Tm JOlMte activitles “with “organizations 
Sursrde “the ‘stdtee. There as a vigorous exchange of information 
among the Comptrollers of the States on emerging issues of mutual 
Concern. Visits! or inquiries by obner states to the Massachusetts 
Comperoller"s Orrice,” and visa versa, are typical?’ For-éexample, 
the Office communicates regularly with the Governmental Accounting 
Standards Board (the body that defines GAAP for governments) on 
proposed new financial accounting and reporting standards. Staff 
Bepaehne: Conperoller ™s” Office” are” members “and ‘.offrcers “‘of 
professional organizations such as the Association of Government 
Accountants and the Massachusetts Association of CPA's and the 
American Payroll Association. Much information and many ideas are 


exchanged through these networks. 


imside the government, “the Office produces ‘dozens ‘of r 
Sxtencsrve distribweion. Some reports are directed to operating 
departments for their routine management purposes. Other’ reports ™ 
are furnished to the centrol departments, such as the Executive 
COpatce| Lor VAdminsstracion and  Fanance, BOW) Siakel Sie fh Ene iis 
mequlrements. “Also the State Auditor's Office, the Legislature, 
and various investigatory bodies (such as the state police) are 
routine consumers of information. 


Also the Office produces the official financial statements for the 
Commonwealth. Often these financial statements are used for 
interim management purposes or incorporated into other documents 
Sucieas Orticial Starements form bond msues. ~“fhe Comprehensive 
Annual Financial Report is the premier document. It is published 
Si moms atten the end or the tiscali year (le, “December 31}; 2 
is audited and presented in conformance to generally accepted 


AeCeOUnEING, Principles. / 


~~ 


p hint & Race: 


we 


Peers ry 2ua 
> nvtieg 


PART 3 ONGOING PRIORITY ITEMS OF IMPORTANCE 


More GAAP 


Rie. Comptisol lems Orrice Nas produced annual financial reports in 
conformity to generally accepted accounting principles (GAAP) for 
HS 65.8! V8]... PYSS,. 4 ke8s) ane. EVO" Al sy CUEING. this. pesied.the 
Office has promoted several law changes and policy changes to make 
the budgetary basis of accounting (specified in state finance law) 
resemble more closely GAAP. At the current time the major 
discrepancies between GAAP and the budgetary basis are restricted 


to the following areas. 


- Measurement of expenses for Medicaid, and related accrual 
of federal reimbursement, to be in addition to that which 
is accounted for on the budgetary basis. 


= Measurement of expenses for the MBTA, and related accrual 
of assessments from the cities and towns, to recognize 
current requirements (the budgetary basis is one year in 
arrears). 


- Measurement of taxes receivable 


Measurement of potential claims and judgements 


= “Measurement of compensated absences (vacation and sick. 


leave) accumulated but not taken 


Measurement of pension obligations 


Imes HOngeOrecomseonene Unies (Such as public auchorlEies 
and tne Mem sdeproerm raced: tlmds Gr Macher education) imto 
the government wide reporting entity. 


The trend to make the budgetary basis more closely resemble GAAP 
should continue. A major step that has been recommended by this 
Office IwsAto, formulate and, appropriate the .budget. on, the GAAP 
Pocnice n lS. WOULGide aetaoi Ofte work, bUE Given the efforts of the 
Paseuseveral years, 1s Getinitelly feasible. 


Foruial., adoption of) GAAP, . would. ,prefoundly ~change...che, way 


accountability is demonstrated. GAAP is considered credible and 
Alien Oimsediime py, lOUSSIdG. pasties ~SuchBudSw auditors randasthe 
investment community while the budgetary basis is not. GAAP 


measures inflows and outflows that pertain to the fiscal year and 
thus illustrates inter period equity. Again the budgetary basis, 
with its emphasis on cash and the movement of Medicaid bills from 
ome fiscal year to another, does mot. GAAP would redefine the 
Commonwealth's financial position so that the deficit would be 
larger. Many would argue that this is indeed the true picture, and 
the state should recognize these facts and organize its response 
accordingly. GAAP is the state of the art concept in modern public 
administration. The Commonwealth should embrace this concept and 
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move away from the budgetary basis concept (which originated in the 
SEQNSelelclLlonal Convenetenm Of £996) aS 2 heads into the next 


century. 
More Non Tax Revenue 


The activity to improve non tax revenue has been underway for 18 
MOeEnS. and .much. .2emains.. to,,be done. There is a tremendous 
preoccupation with spending with comparatively little energy or 
attention devoted to the revenue side. Also there is evidence that 
measurable increases in revenue can materialize if additional 
effort and time are placed on this area. 


It will take years to bring revenue management up to the level of 
modern sophistication and expertise appropriate to a multi billion 
dollar state government. A balanced approach, utilizing some quick 
revenue Mmaximi Zation. projects bogethems wath longer? tern 
infrastructure investment, is recommended. Hesadershi oe fore thes 
Rise watt 76. Should continue.insthe Comptrol hems Office, to Keep the 


momentum in this area. 


Bsom, a. strictly fascal vaewpoint,, there ,are,-tens: of millions: iof 
dalllars, of .additional ,revenue.Ehat; could be. collected; rand the 
egse-penefit ratio is very favorable... However, 1t.t2s important to 
realize that hundreds of millions of dollars through more efficient 
Mmqoecedures, aS.a Singular panacea for the financial deficit, is 
unrealistic and not accomplishable. From a general governmental = 
perspective, it is worth improving non tax revenue as a management 
Measure on its own merit, no matter how much additional revenue 
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Executive Information Systems 


The Commonwealth does not have an executive information system for 
Seacewilde policy makers. There is a@ multiplicity of computerized 
operating systems and individuated management information systems. 
Hewever,., Chis. patchwork ,tS,-nom, organized imto jan executive 
IMeormniatLron System, (ELS) . and does not take advantage of existing 


technology to satisfy this need. 


The limits of existing information will quickly become apparent to 
Mew execurives.,- There.,asSia gpeat.deal,of- data. but, summarization 
and compilation into-views—which support the needs of executives 
have not been done in a coherent and comprehensive way. The PARIS 
demonstrates aspects of an EIS. This approach should be expanded 
upon to design and install a complete EIS. The underlying data and 
the technology exaust to.do, thissprogece... Im.ordersto, cueate the 
information base prerequisite to manage an organization of the 
state's complexity, an executive information systems is needed. 
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Compensation Management System 


Currently the state's payrolls are split among 31 different payroll 
systems. Also Fringe benefits such as health and life insurance 
are managed on a separate system, worker compensation on a 
different system, unemployment insurance on a third system, and 
retirement on yet another system. None of these systems is 
particularly strong in its own right, and some (such as the PMIS) 
Pay nolL are evendue for seplacement.| ,FuneEhermore,. the concept .of 
an interactive network of systems that bring these parts into a 
Unttied family is’ -missing.». Given this situation the present 
inefficiencies are to be expected. 


The state ought to design and install a compensation management 
EVoreMeithat Wisll.~meplace the @xisting, individual, parts. with a 
modern and comprehensive approach. This will take a several 
Millaon, dollar investment and.years..of hard work. However, the 
piiecmmntive, to. ~ontinuc. to .struggle within, the limits of the 
existing systems to manage over $3B in annual compensation, is 
unattractive. Many of the individual systems rely upon technology 
which is old. There is a tremendous need and opportunity for the 
Commonwealth to adopt a compensation management vision and redesign 
its computer systems and policies and procedures accordingly. A 
concept paper in the topic of the compensation management system is 
igmeicicct t at) ties»Comptrolber!s Offrce, and could be used as basis for 


GComermued work... - 


Pronpir Pay 


The state should reconceptualize the policies and methods that are 
used to make payments to parties other than state emplcyees. Also 
Phemscate meeds ,co bebias understand ,and.control.the. frequency .of 
payments to various parties. Prompt pay means paying not too early 
Pmelanot oo: Wate,eand being.an, positon to control the details. 


Most (but not all) vendor payments are processed through the MMARS 
and paid in the weekly warrant. The Comptroller's Office attempts 
to use the MMARS technology to administer four different prompt pay 
Statutes. The state should ratiomalize the prompt pay statutes, 
move from weekly warrants (the tradition for 70 years) to daily 
warrants, and enhance the MMARS technology. Improving the 
disbursement of our $4B in vendor pevneneS each year is a complex 


yet feasible project. 


In addition to MMARS, the General Court and the Comptroller have 
delegated authority to several departments to operate department 
controlled payment systems. For example, the Welfare Department 
operates the Medicaid payment system and the beneficiary (AFDC) 
payment system, the Department of Social Services operates the 
foster care payments system, and other departments operate smaller 
delegated payment systems. Overall. Over, 53.38 last .year was 
disbursed through these mechanisms. A reexamination of this 
delegation of authority with an emphasis on the efficiency of these 
systems and compliance to the concept of prompt pay is merited. 
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To further complicate matters A-the State Treasurer's Office is 
empowered by statute to run certain payment systems outside of the 
warrant process. The most notable example of such non warranted 
payments are the distribution of local aid to cites and towns and 
the repayment of debt. In a prompt pay project the merits of this 
practice should also be examined. 


State-Federal Issues 


This year the Commonwealth will receive over $3B in federal funds. 
While the proportion of federal revenues to all revenues has been 
decreasing over time, Federal funds still comprise the second 
largest revenue stream. Accompanying the federal funds are 
numerous terms, conditions, and requirements. In some cases the 
foderal funds are in, therformrot categdrical jor: biockigrants; in 
other cases the federal funds are reimbursements of expenditures 
made by the state in joint programs. The opportunities for federal 
financial assistance are constantly changing. Sometimes such 
changes, for example in mandated medicaid coverage, can have an 
immediate and drastic effect on state finances. Also the rules and 
procedures, used-to govern the exchange of funds are changing. The 
United States Congress recently enacted the Federal-State Equity in 
Cash Management Act which will go into effect next year. The 
Comptroller's Office and State Treasury have been operating a pilot 
pEeovyece wlth several state and federal departments to help get 
ready for the implementation of this significant change. 


ies ts work in) ene, state Single audit, the Comptroller's 
Office “believes that the Commonwealth must be diligent and 
Semotbeivye £O 1ts relationship with the federal government. It is 
aemateces Of Continuing importance that federal-state relations be 
managed successfully. This is a complex relationship that involves 
MiEsigisans, POllciles, budgeting, E£inancial accounting and reporting, 
and auditing. With ‘sie prospects Of hundzseds of millvens in 
additional federal fimnaneial: joleieis selaweene heya flowing NES) 
Massachusetts as parte (of the jnighway projiects; the need for 
aecention in this area will not diminish. 


! 


More MMARS | 


f 


It is important that continuous investments be made to keep the 
accounting system up to date. “One_of the reasons the prior system 
became so dysfunctional in addressing state requirements was that 
TienwaSs mot. Upgraded. Phere is’ a List Of Critical updates -to MMARS 
that need immediate attention including such items as new 
accounting transactions to handle loans, modifications to the debt 
repayment amortization file, and new reports. It has been our 
experience that as quickly as an item gets programmed and installed 
imeo production, a new proposal takes its place on the task log. 

Pie OLtree. -of Management Information Systems has been very 
supportive to these ongoing improvements, and have managed to 
maintain its ‘support despite budget constraints. Continued 
attention to stay current with emerging technology is essential to 


maintain system productivity. 
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Coneinuing Efforts. to improve State Finance 


There are several aspects of the Commonwealth finance where 
Massachusetts is the equal or ahead of other states. Our work in 
non tax revenue and the state department training are examples. 
However, there are other aspects where the Commonwealth is peculiar 
and behind the wave of current thinking in public administration. 
Several aspects of state finance that merit change have already 
been mentioned (such as revenue budgeting and GAAP). Another 
aspect that needs attention is the proliferation of special 
purposes funds so that the Commonwealth's finances are now 
fractured into 110 funds. The example is mentioned to illustrate 
the point that continuous effort is needed to modernize state 
finance. The conceptual framework of current state finance law has 
evolved over the years from the decisions of the Constitutional 
Convention of 19116: In some fundamental ways, this conceptual 
framework is now longer modifiable and viable as the state heads 
ieee next. Century. Some practices which have existed for 
decades need to be challenged and re-examined for appropriateness 
in the current times (for example the weekly warrants). This is an 
area OhmeongoimGg attentwon. 
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